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MEMORANDUM FOR: DEPUTY DIRECTOR OF TRAINING (SPECIAL)

SUBJECT 3 Interviews reports and recommendations relative to
Agsessment and Evaluation PBranch

PART I

I. Upon assuming our sesigned responsibilities on 7 July 1952,

1t waa decided by unanimous congent that a survey of the attitudes

and interests of ell members of the Assesement and Evaluation Staff
should be underteken befors formlation of recommendations for future
posizy. It was further decided that this end could best be met by
asking each member of the Staff to meet with the four senior members

of the A&E organisation, Consequently, on the afterncon of 8 July,

the intervis’s Wers bagun, and completed, will Lne exiepltlon Ok wel
members, Lhe aiierooon of 15 July. eusciosure A 1s a list of the
individusls interviewed by day scheduled. | |acted as 25X 1
chairman of the group and each person was encouragedto express any
opinions, attitudes or suggestions he or she desired on the basis that
“they were not comnitted by any remarks at this time, but that their
help was being sought to as#ist in the ultimate formilation of policy ..
recozmendations. Each member of the group including the interviewee
“Wa@ encouraged to ask questions and an attempt was mede to have each
pergon describe his present assignment, his aettitude towarde it, his
immediete future plans and his ultimate ambitions.

2. On the basis of these interviews, the folloWwing reactions are
presented as the result of ouwr interpretatlon of the attitudes expressed,
For convenience, the staff is divided into three divisions, 1ke Exofeg-

including
25X 1 M—H—Th. 25X1

l e 25X1

| including | T
25X 1 me%l 25X1

THE PROFESSIONAL STAFF

In general, the attitudes of the professional staff may be
summarized as willingness to cooparate ing from without enthusiasm
to limited enthusiesm, The specific attit! &ea ere in #ome cases 25X1
“q11Pioult to describe, but as seen by us sre believed to be as follows:

25X1 | |
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On the basls of our interviews and discussions, the Tollowing recon-
mendations and gomments are presented for congideration and ection:

4 Marele

it is evident that general morale contimies at low sbb, The
frzotors contriduting to this situation are complex bub may be
mummarized ns follows:

{1} Indeeision and insecurity on the part of the professional
ataff dus in part %o a fallure carefully te define professional
atatus =nd responsibility; indecisiveneas as to the possibilities
of developing a competent orofessional pregran within the CIA
sdministrative fremework; lack of time to eveluale adsquately
srocedares and functionsi and poor commniocation channels between
42T consumers and ASE staff, R

{2) lLack of understanding and merked insecurity on the oart
af the sub-professional staff due to a 1ack of dynamic surervision
and leadership; fallure to define job goals, oopertunities and
an-the-job training; lask of rapport between the professional
atoff and the subd-professional staff] and failure to define o
slesr sersonnel policy providing equal statue for equal pay and
reclistic sesignments in accerdance with pay grade and cxperlence,

{3) Cooperative but somewhat eamtious acceptance oY ansnge
by the clerical staff with prodlema related to fallure to provide
reaillstic sapervision; a widssprezd feeling that the work 1load
ia irregular; and an abtituge t}mt pereonnel policlies and orocedures

% ?mﬁ},~. .‘uT
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he more clearly defined and made avalladle to nll levels of
the organisation.

i mm i H

1. That immediate steps be taken by higher authority to reassure
the profasaional staff as %o the stability of the smsessment, evaluasion
and testing functions with emphasis on the fact thet any vlanning, o
eveluation and reorgenization will be worthwhile and sympathetically
recaeived.

",

2+ 7The offiolal cognisance be directed to a definition of the e
professional status of payochologists in CIA and that stevs be saken
to insure that the administrative vorsonnel over ASE have full and
unqualified faith in the professional integrity and nrofessional
comnetence of the ALE ataff as now constituted.

3. That the ASE staff supervisory versonnel be oherged with full
resvonsibility for promulgeting general personnel policies and Proce—~
dures with the ndvice and consent of their suneriors which will inciude
realistic Job definitions and Job assignments as well ss promotional
poagibilities and nrocedures.

lky That avpropriate action be taken to promote the clear
underatanding that the responsidility for providing dynamie and
meaningful supervision and lesdership is that of A&T sunervisory
pergsonnel, but that 1t elso is incumbent upon the suparvisory personnel
over A&E to provide the climate and eircumatances to make sueh leader-
-8iv noapidle,

4. Thnt serious study be made of the feasibllity of congolidating
the several psyschological services within the Agency into a single
organization ag a means of bolatering the professional status of those
engaged in psychological work, assuring & consistent, coordinated
srogram of orofessional supervision and sontrol, and effecting
economies in manoower, in recrulting efforts, and in professional
productivity.

(>3 R

In order to m-et even the present commitments of the 4AL
staff, it 1s aoparent that replacements must be sought to fi1il
the vecancles orsated by reaent tranafers. As is wolleknown,
She oroblem of recrulilng competent, qualifiad peyohologlists is
diffieult at dest. However, before effective recruiting can be
nndertaken, the positions available must be made more sttrastive
Trom a nrofessional volint of view than is now possidle., Iffective
recrulting is possible only when engsged in with sincerity and
canvietion, Until the morale factors diseussed sbove have heen
considered and some steps taken to nrovide implementation of
chanzes, effective reculti E%Qg g posglble, However, every

i Eatt
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sttempt will be made to survey the aveilable market and re-open
contects so that an intensive resrulsing program can be under-
tzken by 1 3eptembar,

Aegommendationg:

1., Th.t immediate steps be taken to consider qualified candidates
for the ultimate assignment as chief of the assessment gnd evalustion
steff or his equivalent, Thls person should be & hghly quelified
peychologist whose training and experience hag been broad and general
rather than narrowly specislised within s single fleld of nayohalogy.
The nost important qualifisation of sush & person should be a record
of successful experience zs administrator of a professional group
sngeged ‘n work similar to ours.

2, Thet every effort be made to securs epplications from quali~
fied psychologists suitable for integration into an intellligence
organigation,

3, That as soon as feasible a confsrence be held with the AE
ateff and branch chiefs to dlacuss recruiting orodlems and procedures,

3 -

The assessment process has had a polyglot development. It
iz the product of many ideas, attitudes and varied experience,
Tue to the contimied emergency nature of iis service, there has
never been any oppertunlty to re-evaluate, aystematize or stream
1ine the vrocess. 1t is now aoparent that a detalled study of
the osrocess in light of ite experience and results is necossary
and essential. The re-evaluation can omly be made by the whols
isgessment professional staff cperating together and this must ba
made regardless of cost in time if further service i to be
effective and efficlent,

it i H

1. ‘That enthority be granted to spend the time necesaary %o
re-vamp the Assessment process even if this entails & brief ceaszation
of our service funstion,

2. ‘Thet suthority be granted and assistence rendered in making
1t possible to consult with assessment consumers at all levels o
evaluate the assessment product and to furnish ideas and attitudes %0
implement modifications and changes.

3. That cooperation be given toward the ssteblishing of effective

1iatson with other organizations, both governnental and private, which
are engaged in operations or in ressarch in fields relatsd tc ours.
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Aesenrch and ¥alidation is iiterally the life bloed ot &
functioning, effectlve assesskent and evalunsion program. ihe
systematic follow-up and eontimioua eveluation of the AR
processes insures & really professionsl gservice, Although thlis
has long been resognisged, the plenning and implemsntation of this
Brench is far bdehind schedule, Immediate repults cannot and should
not be expected, but long term and long range planning is essential.
i few limited research projects have novw been undertaken, but
mach remains reletive to planning. it should bde pointed out that
every independent survey of %Yhe A/E function has pointed out the
defloiencies in this arez and it can be anticipated thet any
fubure survey would continue to serve the Agency for feilure to
provide this service. ‘

1, ihat as s~on a8 the Chief, AGH 1s solected, steps be ingti-
tuted to recrult a well—qualified genior psyshologlet who can provide
the kind of srofessional leadership epsential for a functioning mnd
oroductive research orogram.

2, That immediate steps be taken by the vresent 7V ataff to
deserite ln detail the essentisls of & good research orogran and that
ap goon as this 1e conpyleted it be sgubmitted to higher authority =0
that the feasidility of the prograk can be ascertained. This will
entail considersble discussion and explanation, ghe time for which
mek be mede availsble,

E. Training Fvaluatlon’

The training evaluation function is probably the lenst
understood activity of the ALE framework as now constituted.
The atrong internal leadership formerly exlsting ther: 188 been
dissipnted with a ragultant serious collapse of morale and esorid
d'eoros, 1t will take time and patience fo fully comprehend the
scope and sotentiallties of the TEB operatien. At the present
time, we do not have & psychologlst on our gtaff who has the
vind of training mst adeptable to the training evaluation
function.

_iagpmmendsationas

1. Yhat immedlate steps be taken in conjunction with Yraining
{3) staff versomnel o0 carefully outline and detail the functlons,
regoonaibilities and sotentialities of the Training Fvaluatlon
Spanch in light of nev orgenization and poliocles.

2, Thet as soon a¥ the Chief, A*X ie selected, ateps ve takento
geleat a cnlef of the Training Begluntion Branch who 0088eases training

Appr
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and experience in the :duoational Psychology or Induatrial ©sychology
field, ’

7, 3he Overseag crogram!

It im our unanimous opinion that any AR program that does
not provide the opportunity for related field experience, is
unreslistic and unproductive, Next to the questlion~-and in
some respects equal to--the need for a dynamic resegrch nrogran,
the need for field experience is both sssential and desirable,
The immlementation of the present overseas program does not
sugur good future relstionshipe, se want to go firmly on the
record at this time that some semblance of eontrel and supgort
mgat be maintained by the ASE staff, Ve question thet the present
staff Tor overseass assigivrent ias being selected on the basls of
motivetion and qualificationg and the poeeidility of other than
lip-service cocperation is very remcte. <€ feel very sirongly
that a successful overseas progran requires personnel who possess
certain special nrofessional skills end motivational zttitudes,

degorm i H

1. ‘That as soon as fessible a poliey conference be ecallad to
outline ths functione mnd responsibilities of the AZ¥ staff in over=
sems cesessment in which such terms ag “professional control® end
tnrofessionsl suppori® ve clearly defined,

2, Phzt until such time 28 formal pollcy be defined, the A47
ataff be a participant in all phaces and planning in the implerentation
of the current overseas programji

G. ZPolygreph Iralning’

There are ohages of the polygraph training that are legitimately
the funotion of paychologists. HHowever, thera are aiso Areas
clezrly without the scope of peycholegy. -The supervision and
adminiatration of such a course does not appear $o he a legitimate
function of the AkE staff,

Aegommendations®

1. That the A4E ataff have no supervisory or adminiatrative
control of the Polyzraph Course and that any future resumption of tho
pourse be under the cognisance of & training sctivity rather than a
ataff agtivity.

2, Thot ARE contimus to furnieh professional support whore needed
and requested by vwhoever assumes control of the Pelygravh gourse.
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4. Ia-dervige Ifralnlag:

Presumably, the professional members of the A4E steff need
little if sny additional formel orofessional training. HSowever,
the unique problems of an Intelligence Urganisstion raquire that
formal and semi-formal procedures be adopted to insure thst the
mowbera of the Assessment and Fyalusatlon staff have every
susortunity to gain current and meaningful information on
intelligense work,

1. %hat sid from profeasional Intelllsence sersonnel be furnished
o ngaist the AKX staff in instituting a seminar or disgusaion group
an the needs, reactions, results and problems of the Intellligentce
vroafession as related to the A*E process.

Aeting Chiof
Agsgesanent and Fevalustion Staff

Chief

Hesesrch Branch

Chie?

Aagesament Branch

Chief
Training FEvalustion Branch

%
i
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14 July 1952

HEMOJANDUM T0:

LBJECT: Change of Agalgnment

1. 1In accordence with the direction of the Devuty DMrector
of raining (3), you are hereby detached from assignment with
the Assessment and valuation Staff end directed to report te
] |for further assignment.

2, Until such time se other office svace and faailitieg
are asslgned, you are welcome 4c use any Asgessment and Yvaluation
feoilities necessary to implement your new sssignment.

3. Action has veen initiated with the Supnort Staff, “raiaing
Mvision to srocess the necessary papers 4o make this change official.

| !Acting Chiaf 25X1
Rasagamen waluntion Staff

Jit[med

SEGRET

Security Information
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11 July 1952

25X1 HEMORATDUK 70t

SUBJIECH: Aspignment

1. H@®eciive this date you are sssigned for duty within tne

aigsessment Sranch s Speaial ¥xaminer,
2, In tnis assignment it will be your resnonsibllitys
{n) "o interview each aseessment ecandidate

{h) To design, to conduct, %o analyse end to eveluste
such speclal group gltuations as you feel will
econtribute most in the asssasmont of each eandi-
date and his specifis presanted oroblem,

(2} To report our findings on esah candidate orally
andfor in writing, as you may declde, %o the
gpecific psychologist having responsibility for
sreparing the assessuent report.

{4} To perform suc: other duties os may bs requestied
by the Chief, Agsesement Branch,

4, Thie is & temporary indefinite asaignment.

Aﬁ-) Chief
Aggessment Branch/ PR{S)

278 /med
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